
Trainers: Ayça Bulut Bican, Agustín Moya-Colorado

30-31 October 2023

Project Design and Management



Today’s Agenda: Learning by doing!

• Problem analysis
• Objectives & strategies
• Result chains
• Indicators, baseline & targets 
• SoVs
• Budget & timeline
• Risk analysis
• Overall LFM
• Reporting and other earthly matters!

Welcome!
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31 October 2023 - Tuesday

Time Agenda

10:00- 11:00 Case study: Welcome to Colombo & Analysis

11:00-11:15 Break

11:15-12:30 Result Chains

12:30-13:15 Break

13:15-14:15 Indicators & SoVs

14:15-14:30 Break

14:30-15:20 Activities & Budgets

15:20-15:35 Break

15:35-16:45 Putting it all together: LFM for planning& management & monitoring
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The Logical Framework 
Approach
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Heads Up!

Stakeholder 
analysis

Problem 
analysis 

Objective 
analysis

SWOT
Strategy 
analysis

Result 
chains

Indicator & 
SoV

Activities & 
budgets

Putting it all 
together: 

LFM 

Our day in Colombo!
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You are one of the CSOs in Colombo. 

Your expertise and mission is related to one of below:
 
1) Working with children and youth
2) Working with municipalities and decision makers
3) Working with farmers
4) Working with health professionals

You will receive a background story on life in Colombo

Heads Up!
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Human Rights Based 
Approach
• The HRBA includes the 

following five working 
principles.

• Applying all human 
rights for all;

• Meaningful and inclusive 
participation and access 
to decision-making;

• Non-discrimination and 
equality;

• Accountability and rule 
of law for all;

• Transparency and access 
to information 
supported by 
disaggregated data.



Human Rights 
Based 
Approach

• Context analysis

• Problem analysis

• Stakeholder analysis

• Results

• Indicators

• Processes

HRBA Looks at:
The objectives: All interventions, policies and technical assistance should 
advance the realisation of human rights, including labour rights and 
women’s rights. This means that all interventions in any sector, under 
whatever modality, in whatever country, with whatever stakeholder, 
should target the respect, protection and fulfilment of human rights for 
women and men, girls and boys, in all their diversity.
The processes: The HRBA ensures that the processes used in 
programming, designing and implementing EU external action, do further 
fundamental human rights and freedoms. During these processes, the 
HRBA working principles should guide the work: applying all human rights 
for all; meaningful and inclusive participation and access to decision-
making; non-discrimination and equality; accountability and rule of law 
for all; and transparency and access to information supported by 
disaggregated data. The HRBA builds on the human rights standards and 
principles of the Universal Declaration of Human Rights (UDHR). The 
UDHR and the other international human rights instruments guide all 
development cooperation and programming in all sectors and phases of 
the programming process.
The outcomes: The outcomes of interventions should contribute to the 
development of the capacities of ‘duty-bearers’ to meet their obligations 
and/or of ‘rights-holders’ to know, claim and enjoy their human rights.

https://wikis.ec.europa.eu/pages/viewpage.action?pageId=50108948#:~:text=The%20HRBA%20upholds%20the%20universal
ity,combat%20discrimination%20on%20all%20grounds.



Starting Point: Analysis
How do we know what to do?



In LFM approach….
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Stakeholder analysis



Stakeholder analysis

• Remember the wedding plans!
• Read the Colombo case, identify the stakeholders 
• Take notes on the stakeholders in Colombo matrix
• You have 10 minutes

Stakeholder Characteristics Capacities Interest Influence Engagement
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Problem analysis



Before problem analysis

Consider the context from various aspects: 
PESTEL analysis

political

economic

social

technological

environmental

legal
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Problem tree

Main problem

Root cause Root cause

Root cause

Root cause

Root cause

Effects

Effects

Effects

Effects

Effects

Effects

Causes 
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The problem analysis identifies the negative aspects of an 

existing situation and establishes the “cause and effect” 

relationships between the identified problems.

The problems identified are arranged in a “problem-tree” by 

establishing the cause and effect relationships between the 

negative aspects of an existing situation.

Depending on the complexity of the situation to be addressed by 

the project, preliminary technical or socio-economic studies or 

assessments might be useful.
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There are different ways to analyse the problem, even when 
you are using “problem tree”

Way 1: 
• 3 or 5 whys: Put the main problem on the top 
• Ask «why this happens?»
• Build a hierarchy of problems
• The top ones are effects, lower ones are causes

Way 2: 
• Put the main problem on the “trunk of the tree”
• Ask “what happens because of this” and effects up on branches
• Look at the main problem, ask «what causes this?»
• Put the causes in the roots of tree

T
h

e
 p

ro
b

le
m



The number of sea 
turtles on the … beach 
in the Mediterranean 
region is decreasing

The proportion of 
baby sea turtles 

reaching the sea is 
falling.

The light 
intensity on the 

beach is 
increasing.

The number of 
damaged nests 

is high.

Mortality in adult 
turtles is increasing.

Injured turtles 
cannot be treated on 

time.

The tourist facilities 
are not aware of the 
damage of the lights.

There is no 
specialist 
training 

programme at 
the local 

university.

The condition of 
the nests cannot be 
monitored properly.

Plastic pollution 
that  causes 

turtle drowning is 
on the rise.

Experts have a long 
access -time to the 

site.

There are no local 
specialists who can 

intervene.
Waste plastics 
reach the sea.

There is no 
recycling 
system.

CAUSES

RESULTS

The nearby 
treatment/care 

centre is 
closed.

There is no 
functioning 
tracking 
system.

Insufficient 
number of 
volunteers

No 
informative 
material is 
available

No information 
programme for 

facilities 

A simplified example



Problem tree: Simplified example

EFFECTS

CAUSES

The problem tree 

helps to understand 
the cause/ effect 
relationship between 
problems

Depletion of the 
natural fish stock

Low selling prices 
obtained in the villages

Income of traditional 
fishermen in decline

Destruction of natural 
habitats and 
mangroves

Illegal fishing 
practices

Poor quality of 
processed fish

Limited access to 
markets

Another simplified example
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You are a CSO working on community development in Colombo. 

Your expertise and mission is related to one of below:
 
1) Working with children and youth
2) Working with municipalities and decision makers
3) Working with farmers
4) Working with health Professional

• You care about well-being of Colombo community. You want to see 
the community prosper. 

• Read your background on Colombo.
• Produce a problem analysis that you want to build an intervention 

on. 

EXERCISE
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• Put the main problem on the “trunk of the tree”
• Ask “what happens because of this” and effects up on branches
• Look at the main problem, ask «what causes this?»
• Put the causes in the roots of tree

EXERCISE



Problem tree

Main problem

Root cause Root cause

Root cause

Root cause

Root cause

Effects

Effects

Effects

Effects

Effects

Effects

Causes 
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Trainers’ problem tree

Main problem: 

Children & 

young people in 

Colombo are 

experiencing 

health problems  

Children and young people

have no easy access to 

healthy food

There are no sports 

facilities available 
Healthy eating 

awareness is 

very limited

Municipality does not have 

any specific initiatives for 

children and youth wellbeing

Families are not 

very engaged with 

schools

Children and young people

become accustomed to unhealthy 

eating

Children and young people 

spend more time indoors alone, 

with very limited physical activities

Children and young people are 

more disconnected from 

society and community life

Children and young 

people experience more 

peer-bullying

More conflicts and polarisation 

among young people with less 

trust in administrative system

Effects

Causes P
ro

b
le

m
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e

Schools cannot 

afford  providing 

healthy food or

recreational facilities

Majority of Colombo community’s 

purchasing power is limited

Healthy food 

is expensive
Family doctors are overloaded 

to take preventive measures

for children’s health

Children and young people aren’t 

engaged in physical activity



Objective analysis



Objective analysis

• The objective analysis is the positive reverse image of the 
problem analysis.

• The analysis of objectives is a methodological approach 
employed to:

• Describe the situation in the future once identified problems 
have been remedied;

• Verify the hierarchy of objectives; and
• Illustrate the means-ends relationships in a diagram.

• The “negative situations” of the problem tree are 
converted into solutions and expressed as “positive 
achievements”. These positive achievements are in fact 
objectives, and are presented in a diagram of objectives 
showing a means to ends hierarchy.

O
b

je
c

ti
ve

 a
n

a
ly

s
is



Objective tree

Main objectives

means
means

means

means

means

Objective

Objective

Objective

Objective

Objective

RESULTS

MEANS
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The proportion of 
baby sea 

turtles  reaching the 
sea is rising.

The light intensity on 
the beach is 
decreasing.

The number of 
nests which are 
damaged is low.

Mortality in adult 
turtles is decreasing.

Injured turtles are 
treated on time.

Tourist facilities are 
aware  of the damage 

of lights.

Expert training 
programme 
launched at 

local university

The condition of the 
nests is monitored 

properly.

Plastic pollution 
which causes   

turtle drowning is 
decreasing.

Experts  have a short 
access time to the site.

There are specialists 
who can intervene 

locally.

Waste plastics 
do not reach 

the sea.

Recycling 
system installed

Nearby 
treatment/care 
centre opened.

A 
functioning 
tracking 

system has 
been 

established

Number of 
volunteers 
increased

Informative 
material 
produced

Information 
programme for 

facilities 
launched

The number of sea 
turtles  on the … beach
in the Mediterranean 
region is increasing

Example Objective tree 



Objective tree: Simplified example

ENDS

MEANS

Depletion of the natural fish 
stock reduced

Selling price obtained 
in villages increased

Income of traditional 
fishermen increased

Natural habitats and 
mangroves better 

protected

Illegal fishing practices 
significantly reduced

Processing of the 
catch improved

Improved  access 
to markets
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• Take a look at your problem analysis. 
• Consider the stakeholders, what’s being done, what 

you know and what information you need.
• Produce an objective tree corresponding to your 

problem tree. 
• Rephrase each problem as a positive achivement
• Check the consistency 
• Check the causal links

EXERCISE



Objective tree

Main objectives

means
means

means

means

means

Objective

Objective

Objective

Objective

Objective

RESULTS

MEANS
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Trainers’ Objective tree

Main objective: 

Children & 

young people in 

Colombo are more

healthy   

Children and young people have 

easier access to healthy food There are sports 

facilities available 

Health eating 

awareness is 

rising
Municipality developed  

specific initiatives for ch

ildren and youth

wellbeing

Families are more 

engaged with 

schools

Children and young 

people become accustomed to 

healty eating

Children and young people 

spend more time outdoors 

with friends and peers

Children and young people are 

more connected with 

society and community life

Children and young 

people are aware of bullying and 

work to eliminate peer-bullying

Young people have trust in administrative 

system and have 

good community relations

Objectives

Means O
b

je
c
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ve

 t
re

e

Schools can 

afford  providing 

healthy food and 

recreational facilities

Majority of Colombo community has 

social support to manage economic 

hardships

Healthy food 

is more affordable

Family doctors can

take preventive measures 

for children’s health

Children feel more 

confident among peers
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Identifying strategy
How will we intervene?



Before choosing strategy

• SWOT analysis (strengths, weaknesses, 

opportunities and threats) is used to analyse the 

internal strengths and weaknesses of an 

organisation and the external opportunities  and 

threats that it faces. 

• It can be used either as a tool for general 

analysis, or to look at how an organisation might 

address a specific problem or challenge.

• The quality of information derived from using this 

tool depends (as ever) on who is involved and 

how the process is managed – it basically just 

provides a structure and focus for discussion.
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SWOT

Strengths Weaknesses

Opportunities Threats

S
W

O
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Impact

Outcome

Objective tree & strategy
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Consists of:

▪ Analysing identified potential objectives (potential results of a 
change process – ideally the partner’s objectives) in relation to a 
set of ‘feasibility’ and ‘policy priority’ criteria;

▪ Assessing the costs and benefits of different potential 
approaches (possible tool: matrix of criteria)

▪ Choosing an appropriate strategy



Exploring Strategic Options

Criteria Strategic option 
1: xxxx

Strategic option 
2: xxxx

Strategic option 
3: xxxx

Organisation’s 
mission

+ + +

Are there any 
opportunities?

+ - -

Are threats 
manageble?

- + +

Are we strong 
enough?

- + +

Can we 
eliminate our 
weaknesses?

- + -

Urgency for our 
target group

+ + -
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Strategy analysis & objective tree

1st strategy 2nd strategy

OUTCOME / 

SPECIFIC 

OBJECTIVE

IMPACT / 

OVERALL 

OBJECTIVE

OUTPUTS

These excluded 
statements should be 
considered in the 
analysis of 
assumptions/risks

In the project
Out of the project

Main objective
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BABY TURTLE STRATEGY ADULT TURTLE STRATEGY

The proportion of 
baby sea 

turtles  reaching the 
sea is rising.

The light intensity on 
the beach is 
decreasing.

The number of 
nests which are 
damaged is low.

Mortality in adult 
turtles is decreasing.

Injured turtles are 
treated on time.

Tourist facilities are 
aware  of the damage 

of lights.

Expert training 
programme 
launched at 

local university

The condition of the 
nests is monitored 

properly.

Plastic pollution 
which causes   

turtle drowning is 
decreasing.

Experts  have a short 
access time to the site.

There are specialists 
who can intervene 

locally.

Waste plastics 
do not reach 

the sea.

Recycling 
system installed

Nearby 
treatment/care 
centre opened.

A 
functioning 
tracking 

system has 
been 

established

Number of 
volunteers 
increased

Informative 
material 
produced

Information 
programme for 

facilities 
launched

The number of sea 
turtles  on the … beach
in the Mediterranean 
region is increasing

Strategy options



You have your objective tree.

Depending on your features as a CSO,
• Carry out a simple SWOT before you choose your strategy
• Identify strategic options
• Set the criteria
• Assess your strategic options
• Identify your strategy

EXERCISE
S
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Trainers’ SWOT

Strengths: 

We are very well 
connected with farmers

Weaknesses: 

We don’t have 
experience in working 

with children

Opportunities:  

- Colombo becomes a 
popular tourism town 

for organic farming 

- A local CSO working 
with children 

approached us for 
collaboration

Threats:

Economic crisis effect 
more community 

members in terms of 
making healthy eating 

decisions
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Trainers’ strategic options

Criteria Strategic option 
1: Providing 
financial  
support to 
families

Strategic option 
2: Supporting 
access to 
healthy food

Strategic option 
3: Developing a 
model for 
health 
instiutions’ role

Organisation’s 
mission

- + +

Are there any 
opportunities? 

+ - -

Are threats 
manageble?

- + +

Are we strong 
enough?

- + +

Can we 
eliminate our 
weaknesses?

- + -

Urgency for our 
target group

+ + -
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Identifying results
What will we achieve?



LFM
R

e
s

u
lt

s



What are results?

Sphere of 
control

R
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Source: 
https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-
1.3.5Result

https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-1.3.5Result
https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-1.3.5Result


What are results?

Sphere of 
control

R
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Output

•Outputs (or 
products) are goods 
or services directly 
provided under 
control of the 
Intervention.

•These outputs are 
products, capital 
goods and services 
that result from a 
development 
intervention, and 
may include changes 
resulting from the 
Intervention that are 
relevant to the 
achievement of 
outcomes.

Outcome

•An Outcome (or 
specific objective) is 
a medium-term 
direct effect in 
the behaviour of 
target groups, under 
control of the 
benefitting partner.

•The outcome is the 
likely or achieved 
short-term and 
medium-term effects 
of an intervention’s 
outputs.

Impact

•The Impact (or global 
objective) is a long-
term effect to which 
the Intervention will 
contribute at 
country, region or 
sector level.

•An impact can be a 
positive or negative, 
primary or 
secondary, long-term 
effect produced by a 
development 
intervention, 
whether direct or 
indirect, intended or 
unintended.

Source: 
https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-
1.3.5Result

https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-1.3.5Result
https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-1.3.5Result


Different levels of results

Outputs, deliverables, 
means, activities

Outcomes,
behaviour changes

Impact

Sphere of
indirect 

influence

Sphere of 
direct 
influence

Sphere of 
control
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Inputs Activities
Products 
services, 
facilities

Outputs Outcomes Impact

Operations: What is done? Results: What changed?

What 

difference 

did

it make?

The results chain

Direct 
beneficiaries 

R
e

s
u
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Final

Beneficia-
ries 



Inputs Activities Outputs Outcomes Impact

Operations: What is done?

Results: What
changed?

What 

difference 

did

it make?

Accountability ceiling
R

e
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How do we know the result level? Tips!

• Is it something we do? Or is it something that our     
beneficiaries do?

• To what extent can we control the emergence of the 
change/ result?

• Is the change in availability, capacity, awareness,       
abilities, skills? Or in  behaviours?

• Why does this change/ result occur? Are the means  
to change something we created/ provided?

• Can we connect the actor that changed to our            
intervention in a meaningful way?
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Identifying assumptions 
What do we assume?
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An assumption in the LFM is a condition : 

• Required for project success;
• Which is not under the control of project 

management; and
• Which will need to be monitored



The assumptions are part of the vertical logic in 

the LogFrame. Start from the bottom of the matrix 

and work upwards.
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• Assumptions are external factors that have 
the potential to influence (or even determine) 
the success of a project, but lie outside the 
direct control of project managers.

• They are the answer to the question: “What 
external factors may impact on project 
implementation and the long-term 
sustainability of benefits, but are outside 
project management’s control?”
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Distinction

ASSUMPTIONS

▪What we reasonably 
think will happen in 
the change process;

▪What needs to 
happen in order for 
the logic to deliver 
as intended;

▪ 'Killer' assumptions 
– what MUST 
happen

RISKS

▪ Anything which 
could prevent the 
change process from 
happening the way 
we think it will



Types of assumptions

▪ Internal to the programme – do the inputs + outputs 
significantly contribute to/ cause the changes sought – 
assumptions which transform inputs into outputs, outputs 
into outcomes…

▪ E.g. assuming the CSO is capable of delivering gender balanced action 

▪ External to the programme (including institutional) – 
assumptions about the operating environment which affect 
what happens

▪ E.g. assuming that beneficiaries benefit equally 

70
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Let’s go back to Colombo:
• Think about your strategy. Travel to the future! Read the newspaper 

from the future.  Have your projects’ achievements made it to the 
first page of the newspaper? Did it not? 

• Take a hint from the newspaper, and adapt your strategy to a results 
chain.

Task 1: 
• Write down your project’s result chain. 

✓ Write down your impact
✓ Write down your outcome(s)
✓ Write down your output(s)

• Fill in the first column of LFM
Task 2:
• Put down your assumptions for output/ outcome and outcome/

impact linkages
• Fill in the last column of LFM
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EXERCISE
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Here is ours!

Trainers  will show the Case Study Logframe: 
Column 1 and 4 of the attached PDF/Word with 
LFM of the Colombo Project  
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Move around 5’



Measuring success?
How we know we succeded?



LFM
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Indicators
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Inputs Activities

Product 
Service

Facility
Output Outcome Impact

What is an indicator?

We call indicators the criteria used to determine whether an element in the 

result chain has been realised and, if so, at what level.

Process indicators / 

Operational indicators Change / Result indicators
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What is an indicator?

• An Indicator is a variable used to measure and assess performance (i.e. it allows for 
the verification of change and the measurement of results). Indicators form the basis 
of the Intervention’s monitoring and evaluation system.

• Indicators are quantitative or qualitative factors (or variables) that provide a simple 
and reliable mean of measuring achievement, to reflect the changes connected to an 
Intervention, or to help assess the performance of a development actor.

• Indicators should always be provided with baseline (initial value) 
and target (intermediate or final value) values, as well as the possible source of 
verification for the actual values.

An indicator should:
• Be relevant and closely connected to the expected result (so that any change in the 

value can be associated/correlated to the Intervention);
• Be clear and specific – what do we measure? (e.g. “Number of…”, “Percentage of…”, 

“Status of…”);
• Be measurable – data is available or can be collected at reasonable cost;
• Not include elements of the target (e.g. “increased number of…”);
• Be disaggregated by sex where applicable (or by age, urban/rural population, or by 

wealth quintile…).

Source: 
https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-
1.3.5Result

https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-1.3.5Result
https://wikis.ec.europa.eu/display/ExactExternalWiki/Introduction+to+Results+and+Monitoring#IntroductiontoResultsandMonitoring-1.3.5Result
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What is an indicator?

We call indicators the criteria used to determine whether an element in the 

change/result chain has been realised and, if so, at what level.

Change/Result 
Chain

Impact 
(general 

objective)

Outcomes 
(specific 

objectives)

Outputs

Indicators

...

Baseline 
situation

...

...

Target

...

Source of 
Verification

...

Assumptions

...

....

Result Chain Indicator

Impact ...

Outcome ...

Output ...

Product / 
Service

...

Activity ...

Input ...
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Process indicators are indicators related to inputs, activities, 

products and services. 

Example:

“Number of women trained on political participation”

“Level of reliability of sewage leakage into drinking water in the 

neighbourhood”

Change/Outcome indicators are indicators of the emerging change. 

Example:

“The proportion of women members in the municipal council”

“Level of reduction of epidemic cases in the neighbourhood”
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The change is expected to be stated in terms of specific, measurable, 

achievable, relevant and timely (SMART - Specific, Measurable, 

Achievable, Relevant, Timely).   

• Clear/direct → Not ambiguous, understandable by everyone

• Measurable → Objectively verifiable (quantified if possible)

• Achievable → Capacity and resources are sufficient to achieve the 

target

• Related → Related to the current situation (facts)

• Timed → A specific time limit is set for achievement
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RACER SPICED CREAM

(The Better Regulation 
establishes that, when 
relevant, all indicators should 
be RACER.)

Relevant: Indicators are 
closely linked to the 
objectives to be reached by 
the guidelines

Acceptable: Built on already 
established good practices

Clear: Unambiguous, easy to 
interpret and to evaluate

Easy to monitor: Easy to 
monitor, at low resources 
and minimum time

Robust: Robust against 
manipulation, reliable and 
easily validated

Subjective: key informants 
(beneficiaries/stakeholder) have a 
special position or experience that gives 
them unique insights which may yield 
high return time-wise. 

Participatory: indicators should be 
developed together with those best 
placed to assess them

Interpreted and communicable: locally 
defined indicators need to be explained 
or interpreted to different stakeholders

Cross-checked and compared: the 
validity of indicators needs to be cross-
checked by comparing different 
indicators and progress

Empowering: the process of developing 
and assessing indicators should be 
empowering in itself and should allow 
stakeholders to reflect critically on their 
changing situation

Diverse and disaggregated: there 
should be a deliberate effort to seek 
out different indicators from a range of 
groups and across gender. The data 
needs to be recorded in a way that 
these differences can be assessed over 
time.

Clear: indicators should be 
precise

Relevant: appropriate to the 
subject and evaluation

Economic: can be obtained 
at a reasonable cost

Adequate: the ability to 
provide sufficient 
information on performance

Monitorable: easily 
monitored, and amenable to 
independent validation.
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Quantitative indicators are expressed numerically.

Example:

“Proportion of female members in the municipal council” (percentage)

Qualitative indicators are expressed verbally.

Example:

“Introducing a quota for women members of the municipal council” 
(none/exists; no/yes)

“Level of compliance of the municipal council directive with gender equality 
norms" (low/medium/high)”

Mixed indicators are a combination of the above two types of indicators.

Example:

“Availability of  a quota with a percentage of women members in the 
municipal council”

More info: https://www.intrac.org/wpcms/wp-content/uploads/2017/01/Indicators.pdf

https://www.intrac.org/wpcms/wp-content/uploads/2017/01/Indicators.pdf


ELEMENTS in the indicators/ neutral not value:

• Quality - The kind (or nature) of the change (how well)

• Quantity - The scope/extent of the change (how much, 

how many)

• Timing - When the change should have taken place (by 

when)

• Target group (for whom)

• Place - Location (where)
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Objective/ subjective indicators are expressed numerically.

Example: 

In patients given anti-fever meds for testing purposes: 

“Rate of patients with fever” (objective)

“Proportion of patients who feel well” (subjective)

Direct/ indirect indicators

Example:

To determine the level of poverty in a neighbourhood:

“Average household income in the neighbourhood” (direct)

“Number of people benefiting from the soup kitchen in the 
neighbourhood" (indirect)
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It is possible for the indicator to take different values for 
different groups, segments and regions.

Examples of disaggregation:

• Gender identity and sexual orientation

• Age group

• Disability status

• Geographical scope (national, regional, provincial, district, 
neighbourhood/ village level) 

The variations according to the disaggregation layers can be 
decisive for evaluation decisions.



Sources of verification



• The source of verification (SOV), also called means of 
verification, should be considered and specified at the 
same time as the formulation of indicators. This will help 
to test whether or not the indicators can be realistically 
measured at the expense of a reasonable amount of 
time, money and effort.

• Indicators for which we cannot identify suitable means 
of verification must be replaced by other, verifiable 
indicators.S
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The source of verification should specify:

• What information to be made available, (e.g. from 

administrative records, special studies, sample 

surveys, observation, etc.)

• Where, in what form the information/ documented 

source should be collected (e.g. progress reports, 

project accounts, official statistical documents, 

engineering completion certificates etc.)

• Who should collect/ provide the information (e.g. 

field extension workers, contracted survey teams, 

the district health office, the project management 

team)

• When/ how regularly it should be provided (e.g. 

monthly, quarterly, annually etc.)
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The SOVs are resources from which the data 
for the monitoring/ indicators are to be 
obtained or verified.

Two key types of data are:

• Primary: Data collected directly by us

• Secondary: Data/ information collected or 
reported  by others 
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qualitative methods. They enable us to obtain the data we need in 
terms of content, structure, characteristics, frequency and so on. 

It may be time consuming, costly or complex to acquire.

Secondary data may be easier to obtain and may be free of charge or 
at a low cost. However, there are a number of issues to be taken into 
account:

• Is the data available? 

• Is it accessible (publicly available / closed / subject to payment, 
etc.)?

• Is it reliable (who is producing it, how is it being produced, can it 
be corroborated by different sources)?

• Is it up-to-date? (How recent do we need data?)

• Compatible with how often it needs to be measured
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• Desk research
• Analysis of complaints and applications
• Media analysis
• Analysis of responses made to request for 

access to information
• Analysing statistical data
• Analysing official records



• One-to-one listening and recording of 
personal experiences: Unstructured 
interviews, guided interviews (semi-
structured), questionnaire-based interviews, 
storytelling 

• Focus group studies
• Questionnaire based surveys
• Analysis of documented cases
• Observations
• Experiments (situation testing)

M
e

th
o

d
s

 o
f 

c
o

lle
c

ti
n

g
 a

n
d

 a
n

a
ly

s
in

g
 

d
a

ta
 in

 p
ro

je
c

ts





https://www.ohchr.org/en/instru
ments-and-mechanisms/human-
rights-indicators/sdg-indicators-
under-ohchrs-custodianship
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“The guidance on thematic results and indicators covers DG INTPA strategies in various sectors, aiming to enhance the 
quality of our interventions – in terms of design, monitoring in the course of implementation. It also aims to promote the 
use of standardized information across European Union-funded interventions in partner countries. DG INTPA unit in charge 
of monitoring results (D.4) and thematic units developed the guidance.”



Thematic Indicator Sets 



The progress: Baseline & 
targets

From A to B!
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Baseline value/state –> The value we have at the beginning of 
the intervention/ monitoring.

Why do we need it?

• In order to measure change, a comparison is needed. The 
baseline value/ state is important for identifying the changes 
over the time. 

Baseline value/state may be collected from secondary data 
sources during the planning phase or it may be generated 
during analyses.
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Target value -> The value of the indicator that will be reached 
during or as a result of the intervention.

• What is the baseline value? What is the direction of 
progress?

• Are there nationally/ internationally recognised standards, 
minimum requirements, good practice examples that can be 
used as reference?

• To what extent can the scope and strength of our 
intervention bring about a change compared to the starting 
point?
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Let’s go back to Colombo:

• Review your outcomes and outputs,
• Develop indicators for your results: Outcome and outputs 

indicators- at least 1!
• Identify SoVs, discuss how to collect information on 

indicators
• Try to identify (fictional) baselines & targets for one 

outcome indicator and one output indicator in your project!

EXERCISE
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Here is ours!

Trainers  will show the Case Study Logframe: All LFM
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15 min.



Operationalising!
What do we need & what do we do?



LFM

Activity Matrix

What are the key activities to 
be carried out to produce the 
intended outputs?

(*activities should be linked 
to corresponding output(s) 
through clear numbering)

Means
What are the political, 
technical, financial, 
human and material 
resources required to 
implement these activiti
es, e.g. staff, equipment, 
supplies, operational fac
ilities, etc.

Costs
What are the action 
costs? How are 
they classified?
(Breakdown in the 
budget for the action)

Assumptions
External, necessary and 
positive conditions
for implementing the 
intervention that are outside 
of its management's control.



An activity schedule based on the logical framework:

• reinforces the result-orientation coming from the LFA

• dispatches (and details) activities in coherent operational blocks

• clarifies the sequence, duration and priority between activities

• identifies key steps (such as payments set out in the financing contract)

• allocates management responsibilities

Activity Planning
How and why?

•  Identify sequences and interdependences between activities

•  Estimate durations

•  Set milestones: key dates and deadlines

114
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Let’s go back to Colombo:

• Talk about your activities and relate them to your outputs
• Try to idenitfy the sequence of the group of acvities for 12 

months
• Put down the general headings for your activities in post-its

EXERCISE
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 1. Budget for the Action
1

Costs

Unit 
13 # of units Unit value

(in EUR)

Total Cost

(in EUR)
3

Unit # of units Unit value

(in EUR)

Total Cost

(in EUR)

1. Human Resources

1.1 Salaries (gross salaries including social security charges and other related 

costs, local staff)
4

   1.1.1 Technical Per month Per month

   1.1.2 Administrative/ support staff Per month Per month

1.2 Salaries (gross salaries including social security

charges and other related costs, expat/int. staff) Per month Per month

1.3 Per diems for missions/travel
5

   1.3.1 Abroad (staff assigned to the Action) Per diem Per diem

   1.3.2 Local (staff assigned to the Action) Per diem Per diem

   1.3.3 Seminar/conference participants Per diem Per diem

Subtotal Human Resources

2. Travel
6

2.1. International travel Per flight Per flight

2.2 Local transportation Per month Per month

Subtotal Travel

3. Equipment and supplies
7

3.1 Purchase or rent of vehicles Per vehicle Per vehicle

3.2 Furniture, computer equipment

3.3 Machines, tools…

3.4 Spare parts/equipment for machines, tools

3.5 Other (please specify)

Subtotal Equipment and supplies

4. Project office
14

4.1 Vehicle costs Per month Per month

4.2 Office rent Per month Per month

4.3 Consumables - office supplies Per month Per month

4.4 Other services (tel/fax, electricity/heating, maintenance) Per month Per month

Subtotal Project office

5. Other costs, services
8

5.1 Publications
9

5.2 Studies, research
9

5.3 Expenditure verification/Audit

5.4 Evaluation costs

5.5 Translation, interpreters

5.6 Financial services (bank guarantee costs etc.)

5.7 Costs of conferences/seminars
9

5.8. Communication activities, if applicable
10

Subtotal Other costs, services

6. Other (e.g. activities with their related visibility costs)

Subtotal Other

7.  Subtotal direct eligible costs of the Action (1-6)

8. Indirect costs (maximum 7% of  7, subtotal of direct eligible costs of the 

Action)

9. Total eligible costs of the Action, excluding reserve and volunteers' 

work (7+ 8)

10.1  Provision for contingency reserve (maximum 5% of  7 'Subtotal of direct 

eligible costs of the Action') 

10.2 Volunteers' work 
15

Per day Per day

11. Total eligible costs (9+10) 

12. - Taxes 
11

      - Contributions in kind 
12

13. Total accepted
11 

costs of the Action (11+12)

All Years Year 1
2
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A resource schedule and a budget linked to the LogFrame

• reinforce the result-orientation coming from the LFA

• support analysis of cost-effectiveness 

• support result-based budget planning and financial monitoring 

• is a cornerstone of resource mobilisation

• allows the financial implications to be identified: 
o co-financing by partners 

o financial sustainability after project completion

How and why?
• according to planned activities and their schedule, set up 

the resource schedule (availability of resources)

• Resource schedule is the cornerstone for planning budget 
and cashflows

Resource schedule
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Let’s go back to Colombo:

• Try to idenifty your cost items for the project, what do you 
need to know to prepare a budget? 

• Describe the steps you’ll take to prepare a budget for your 
project!



Here is our approach to activities and budget
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Trainers  will show the Case Study Logframe: Activities and 
budget
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Move around 5’



Putting it all together!
An overview’



LFM
R

e
s

u
lt

s



R
e

p
o

rt
in

g

Source: https://wikis.ec.europa.eu/display/ExactExternalWiki/6.+Grants 

https://wikis.ec.europa.eu/display/ExactExternalWiki/6.+Grants


Any questions?



Example 1
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Our problem

We observe that the number of sea turtles on the … beach is decreasing.

We are  a local CSO working for the 

protection of Caretta Carettas.



The number of sea 
turtles on the … beach 
in the Mediterranean 
region is decreasing

The proportion of 
baby sea turtles 

reaching the sea is 
falling.

The light 
intensity on the 

beach is 
increasing.

The number of 
damaged nests 

is high.

Mortality in adult 
turtles is increasing.

Injured turtles 
cannot be treated on 

time.

The tourist facilities 
are not aware of the 
damage of the lights.

There is no 
specialist 
training 

programme at 
the local 

university.

The condition of 
the nests cannot be 
monitored properly.

Plastic pollution 
that  causes 

turtle drowning is 
on the rise.

Experts have a long 
access -time to the 

site.

There are no local 
specialists who can 

intervene.
Waste plastics 
reach the sea.

There is no 
recycling 
system.

CAUSES

RESULTS

The nearby 
treatment/care 

centre is 
closed.

There is no 
functioning 
tracking 
system.

Insufficient 
number of 
volunteers

No 
informative 
material is 
available

No information 
programme for 

facilities 

Problem tree example
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BABY TURTLE STRATEGY ADULT TURTLE STRATEGY

The proportion of 
baby sea 

turtles  reaching the 
sea is rising.

The light intensity on 
the beach is 
decreasing.

The number of 
nests which are 
damaged is low.

Mortality in adult 
turtles is decreasing.

Injured turtles are 
treated on time.

Tourist facilities are 
aware  of the damage 

of lights.

Expert training 
programme 
launched at 

local university

The condition of the 
nests is monitored 

properly.

Plastic pollution 
which causes   

turtle drowning is 
decreasing.

Experts  have a short 
access time to the site.

There are specialists 
who can intervene 

locally.

Waste plastics 
do not reach 

the sea.

Recycling 
system installed

Nearby 
treatment/care 
centre opened.

A 
functioning 
tracking 

system has 
been 

established

Number of 
volunteers 
increased

Informative 
material 
produced

Information 
programme for 

facilities 
launched

The number of sea 
turtles  on the … beach
in the Mediterranean 
region is increasing

Objective tree (Strategy options)



BABY TURTLE STRATEGY

The proportion of 
baby sea 

turtles  reaching the 
sea is rising.

The tourist facilities 
on the beach reduced 
the light intensity.

The number of 
nests damaged 

is low.

Tourist facilities have 
information about the 

damage of lights.

We monitor the 
condition of the 
nests closely.

We have 
established 
a functioning 

tracking 
system.

We 
developed a 
volunteer 
programme

We 
produced 

informative 
material.

We have started 
an information 
programme for 

facilities.

The number of sea 
turtles  on the … beach in 
the Mediterranean region is 

increasing

Chosen strategy
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Results Indicators Baseline value
Current 

value

Target 

value
Sources of Data Assumptions

Impact

The number of sea turtles is 

increasing on the … beach in

the Colombo region

1. Number of turtle tracks on 

the beach (per year)

2. Number of nests on the 

beach (per year)

1. 500 (2022)

2. 300 (2022)

1. 600 (2025) 

2. 400 (2025)

- Tracking system 

reports

- ... Uni. Biology Dept. 

field research reports

Outcome(s)

The proportion of bay sea 

turtles  reaching the sea is 

rising.

1. Number of babies leaving 

the nest (per year)

2. Rate of dead offspring 

detected (per year)

1. 10000 (2022)

2. %40 (2022)

1. 12000 

(2025)

2. %20 

(2025)

- Tracking system 

reports

- ... Uni. Biology Dept. 

field research reports

- Weather/climate conditions in line 

with seasonal norms

- Relevant public institutions and local 

government effectively implement 

conservation legislation

- Conservation plans for adult turtles are 

working

Outputs

1. Facilities informed about the 

harm of lights to baby turtles

2. Tracking system and 

volunteer programme for close 

monitoring of turtle nests

1.1. Information programme 

launched and  is functioning

1.2. Number of facility 

employees/managers with 

increased knowledge 

(disaggregation?)

2.1. Tracking system 

established and  is functioning

2.2. Number of nests checked 

regularly (annually)

2.3. Average number of 

control visits per nest (per 

week)

2.4. Number of volunteers 

involved in the volunteer 

programme (disaggregation?)

2.5. Number of volunteers that 

carrries out regular monitoring 

(disaggregation?)

1.1. No (2023)

1.2. 0 (2023)

2.1. No (2023)

2.2. 100 (2022)

2.3. 2 (2022)

2.4. 100 (2022)

2.5. 20 (2022)

1.1. Yes 

(2024)

1.2. 270 

(2025)

2.1. Yes 

(2024)

2.2. 200 

(2025)

2.3. 4 (2025)

2.4. 200 

(2025)

2.5. 40 

(2025)

1.1. Progress report

1.2. Pre-post test

2.1. Progress report

2.2. Tracking system 

reports

2.3. Tracking system 

reports

2.4. Volunteer 

registration system

2.5. Tracking system 

reports

- Informed employees/managers 

continue to work in the facilities

- Relevant public institutions and local 

government effectively implement 

conservation legislation

Activities

1.1 We will provide five 

trainings to 300 

employees/managers from 30 

facilities on the beach on the 

negative effects of night lighting 

on baby turtles.

1.2. We will produce 1000 

informative brochures for 

facility employees/managers 

and tourists visiting the region.

2.1. We will develop a 

programme for regular 

volunteer support.

2.2. We will establish a system 

for regular monitoring of nests.

Means:
- Facilities show interest in trainings

- Demand for the volunteer programme 

is sufficient



Example 2
A different approach
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“At Fair Wear, we are accelerating the movement toward a world where garment workers 
see their human rights realised, where change is driven through freedom of association, a
nd the global value chain a source of safe, dignified and properly paid employment.”
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Let’s hear about the problem description: until 2:17’’





More information
Resources
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Source: https://wikis.ec.europa.eu/display/ExactExternalWiki/e-Learning+Videos+-+OPSYS 

https://wikis.ec.europa.eu/display/ExactExternalWiki/e-Learning+Videos+-+OPSYS
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Source: https://wikis.ec.europa.eu/display/ExactExternalWiki/6.+Grants 

https://wikis.ec.europa.eu/display/ExactExternalWiki/6.+Grants
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An example from the EU Results: Nutrition

Source: https://capacity4dev.europa.eu/resources/results-indicators , https://capacity4dev.europa.eu/resources/resu
lts-indicators/nutrition

https://capacity4dev.europa.eu/resources/results-indicators
https://capacity4dev.europa.eu/resources/results-indicators/nutrition
https://capacity4dev.europa.eu/resources/results-indicators/nutrition


Multisectoral national nutrition, policies 
and coordination frameworks and nutrition-
sensitive legislation, and implementation 
mechanisms are in place

Enhanced nutrition accountability systems for  
effective monitoring of nutrition policies and 
programmes with the participationof civil society

Improved relevance, effectiveness and 
sustainability of systems and interventions for  
nutrition and increased resource mobilization

Strengthened coordination mechanisms and platforms for nutrition, at national and subnational level, which include all 
relevant sectors and stakeholders

Increased awareness, knowledge and advocacy for nutrition across main stakeholders at subnational, national and 
global level, including decision-makers and civil society

Increased knowledge (e.g., through nutrition information systems), spaces and platforms to promote, better

accountability and enhanced aid effectiveness for nutrition, in a participatory way

Improved health status, 

in particular for children,
adolescent girls and women 
of reproductive age

To reduce malnutrition  

in all its forms, and in
particular among children, 
adolescent girls and women  

of reproductive age

Adequate dietary intake 

in particular for children,
adolescent girls and women, 
esp. of reproductive age

2. Results Chain
OUTPUTS

Strengthened capacities of policy makers and partners for integrating more systematic multi-sectoral planning, 
strategies, policies, regulations and legal frameworks for nutrition and gender.

SPECIFIC OBJECTIVES 
OUTCOMES

OVERALL OBJECTIVE 
IMPACTMEDIUM-TERMSHORT-TERM

Improved feeding and nutrition related practices  
and behaviors

Improved access to quality primary healthcare 
services, for women, adolescent girls and children

Health policies andsystems becomenutrition sensitive

Increased government and local authorities capacities and investment on basic nutrition activities (code 12240)

Increased capacities at national and local level to provideinclusive access to quality health services, (including mental health)

Increased government and local authorities capacities to integrate nutrition into health systems to promote healthier 
eating, and prevent malnutrition in all of its forms

Health

Social protection policies and instruments become 
nutrition-sensitive and cover people living in  
vulnerable situations

Increased knowledge of effective strategies for integrating nutrition, gender and pro-poor focus into social protection 
design and delivery to improve access to quality diets and nutrition

Improved awareness of policy makers on goodpractices for promoting shock responsive/adaptive social protection systems

Social Protection Systems

Improved equitable access to and use of safe  
water and improved sanitation services and better 
hygiene practices

Strengthened capacities of Government and civil society for the promotion of social and behavior change and nutrition-
sensitive WASH practices, with particular emphasis on women and girls.

Increased investment and capacities of key stakeholders at national and subnational level for inclusive WASH services 
delivery and infrastructure, with particular emphasis on women and girls

WASH

Improved inclusive access to education / school, 
particularly for adolescent girls

Education policies and systems become 
nutrition sensitive

Increased awareness or knowledge of sanitation & hygiene practices, adequate care and feeding practices, child and 
maternal and reproductivehealth care in target population

Improved capacity, strategies and resources for integrating nutrition and healthy diets, health, hygiene and physical 
activity principles and practices into education curricula and school activities

Improved capacities of education stakeholders for inclusive and quality education service delivery

Improved capacities (university and TVET) for practitioners and personnel working on extension services in nutrition 
sensitive sectors for supporting improved nutrition for the most vulnerable (for example, on sectors such as agriculture, 
health, education, social protection and water, sanitation and hygiene )

Education

Women empowered to participate in decisions at  
household, community and society levels

Improved capacities and awareness of decision makers and key stakeholders for analysing and addressing inequities

throughout services delivery, food systems and value chains

Improved capacities for the development and implementation of gender-sensitive policies and programmes throughout 
different sectors, which also promote improved nutrition

Gender

Improved availability of and access to 
sustainable, healthy and diverse foods

Improved prevention, preparedness and 
management of food crises

Improved inclusive access to productive inputs/ technology/ tools/ equipment, markets, and rural infrastructure

(transport, water and irrigation, storage, processing, internet connectivity, etc.)

Improved stakeholders´ capacities for supporting the sustainable production and supply of more safe, diverse and 
productive nutritious crops and foods

Improved knowledge and capacity of smallholder farmers (especially women and youth), and community-level systems 
for delivering on nutrition-sensitive agriculture and value chains

Improvedcapacities at national and subnational levels for prevention of and preparedness of food and nutrition crises

Sustainable Food Systems

Improved capacities of Government and local authorities for ensuring inclusive access to natural resources and 
preservingbiodiversity
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Related SDGs

The UN Sustainable  

Development Goal 1 

(no poverty) and Goal  

2 (zero hunger) are at 

the heart of the EU 

commitment to end

hunger and malnutrition  

in all its forms.

Furthermore, improved 

nutrition will help 

achieve at least 12 of 

the 17 SDGs (especially 

1, 2, 3, 4, 5, 8, 14, 16)
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